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The BOC group has outperformed the norm for the entire
banking industry in the growth of loans and deposits in 1985
and 86. However the group's growth is not without problems.
It is generally felt that the group has lagged behind its
counterparts in the use of advanced modern banking
technologies and sophisticated management practices. To
meet its growth needs, the group changed its recruitment and
promotion policies eight years ago.
A review of the changes in the human resources managemerul
policies of the BOC group in recent years reveals that its
recruitment, promotion and development of university
graduates plays an important part in overall human resource
management policies.
The objective of this research is to find out how
successful the group has been in its human resources
management function in coping with its rapid growth.
3Career development perspectives will be used in this
research. The essence of the career development
perspective is its focus on the interaction of the
individual and the organization over time (Schein: Career
Dynamics: Matching individual and Organizational Needs.).
According to Schein, organizations are dependent on the
performance of their people, and people are dependent oln
organizations to provide jobs and career opportunities. The
career development perspective explores how organizations
and people match their needs so both can benefit. it is the
BOC group's need to recruit, manage, and develop human
resources in order to maintain their effectiveness, survive,
and growth that is at issue. At the same time, university
graduates seek work situations which provide security,
challenge, and opportunities for self-development throughout
their entire life cycles. We shall review how well these
needs have been matched in the BOC group by analysing is+he
4careers of a sample of university graduates in the sister
bank under review.
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1CHAPTER 1
INTRODUCTION
The Bank of China (BOC) group has been one of the
fastest growing banking group in Hong Kong. Since China
adopted the open-door policy in 1979, the number of
branches of the group's 13 sisters banks in Hong Kong
has increased from 143 to 254. This is the second-
largest bank branch network in the territory after the
407 branches of the Hongkong and Shanghai Banking group.
The local banking crisis over the past few years has
enhanced the role of BOC group which has benefited from
the resulting "flight to quality" bank deposits. The
group's role in financing China's modernization
programme has also strengthened its position in t: fie
territory. The political changes in Hong Kong will
naturally result in an increased role for the BOC group.
2Indeed the group has outperformed the norm for the
entire banking industry in the growth of loans and
deposits in 1985 and 86. However the group's growth is
not without problems. It is generally felt that the
group has lagged behind its counterparts in the use of
advanced modern banking technologies and sophisticated
management practices. To meet its growth needs, the
group changed its recruitment and promotion policies
eight years ago. Before 1979, the sisters banks of the
BOC group recruited most of their staff from the few
pro-China middle schools in Hong Kong. From 1979
onwards, the group started to recruit local university
graduates and grammar school dropouts.
The objective of this research is to find out how
successful the group has been in its human resources
management function in coping with its rapid growth.
3TARGET GROUP
A natural question to ask is why university graduates
have been chosen as the target group of the present
study. A review of the changes in the human resources
management policies of the BOC group in recent years
reveals that its recruitment, promotion and development
of university graduates plays an important part in
overall human resource management policies. To
illustrate this point, we can look at a simple analysis
of the staff mix of one of the sister banks in the BOC
group. In 1979, there were no local graduates among the
staff of approximately 500 employees. By the end of
1986, there were 82 local graduates out of a total of
310 executives.







Middle managers 62 20 32
Junior Managers and
Supervisors 229 60 26
31.0 82 26
This is indeed a very drastic change. It is believed
that a more detailed study would be useful to the
understanding of the personnel policy of the BOC group.
APPROACH
Instead of directly conducting a study of the personnel
policy of the BOC group, we shall focus on the career
5development of university graduates in a sister bank of
the BOC group, an important aspect of the group's human
resources management.
Career development perspectives will be used in this
research. "The essence of the career development
perspective is its focus on the interaction of the
individual and the organization over time" (Schein:
Career Dynamics: Matching Individual and Organizational
Needs). According to Schein, organizations are
dependent on the performance of their people, and people
are dependent on organizations to provide jobs mnd
career opportunities. The career development
perspective explores how organizations and people match
their needs so both can benefit. It is the BOC group's
need to recruit, manage, and develop human resources in
order to maintain their effectiveness, survive, and
growth that is at issue. At the same time, university
6graduates seek work situations which provide security,
challenge, and opportunities for self-development
throughout their entire life cycles. We shall review
how well these needs have been matched in the BOC group
by analysing the careers of a sample of university
graduates in the sister bank under review.
in adopting a career development perspective toward
the interaction of university graduates and the BOC
group, we are trying to illuminate several kinds of
problems which are of particular significance: (1) the
problem of improving human resource planning and
development activities in the BOC group (2) the problem
of improving the matching processes at all stages of
career so that early, mid, and late career crises can be
dealt with more effectively.
7The success of the matching of needs mentioned above
will be judged from the benefits obtained by the
individuals and the organization- increased
productivity levels and long-range effectiveness for the
BOC group and job satisfaction, security and optimal
personal development for the graduates.
8CHAPTER TWO
METHODOLOGY
The sample in the present study was drawn from a sister
bank ("The Bank") in the BOC group. This sister bank
has a total staff of more than 1000 and a total of 2
graduate executives. Twelve of these graduate
executives were selected from different departments,
with varying length of service and rank. These
executives were interviewed and asked the following
questions:-
I. What was your major area of concentration in
college?
2. When did you join the Bank?
Was it your first job?
3. What were you looking for when you joined the bank?
9Why did you join the BOC group instead of other
banks?
4. What were your ambitions or long--range goals when
you started your career with the bank?
Have they changed? When? Why?
5. What was your first major change of job in the
bank?
Did you or the bank initiate it?
Why did you initiate it or accept it?
What were you looking for in your next job?
Do you think you have adquate job rotations in the
batik?
6. As you look back over your career with the bank,
identify some times you have especially enjoyed U.
What about those times did you enjoy?
7. As you look back, identify some times you have riot
especially enjoyed it, what about those times did
you not enjoy?
8. When were you first promoted? Do you consider your
promotion in the bank fast or slow?
Do you think your career prospects with the bank
good? Why?
10
9. To what extent does your job permit you to decide
on your own how to go about doing the work?
10. How significant or important is your job to the
bank?
11. The following aspect of your job?
Using the following ratings, how would you describe
1 Extremely dissatisfied 2 Dissatisfied
3 Slightly dissatisfied 4 Neutral
5 Slightly satisfied 6 Satisfied
7 Extremely satisfied
a) The amount of job security you have
b) The amount of pay and fringe benefits you
receive
c} The amount of personal growth and development
you get in doing your job
d) The degree of respect and fair treatment you
receive from your boss
e) The feeling of worth while accomplishment you
get from doing you job
f) The chance to get to know other people while on
the job
g) The amount of support and guidance you receive
from your supervision
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h) The degree to which you are fairly paid for
what you contribute to the bank
i} The amount of independent thought and action
you can exercise in your job
j} How secure things look for you in the future in
the bank
k) The amount of challenge in your job
1) Opportunities to learn new things from your
work




During the interviews, it was found that most of the
graduate executives of the Bank under study are in their
late twenties and early thirties. It was further fowid
tlsnt for eleven out of the twelve interviewed, their
jobs with the Bank were their first jobs. The writer
has tried to investigate whether the sample is
representative of all the graduate executives of the
Bank in this regard. It was confirmed that at least
ninety per cent of the graduate executives joined the
Bank as fresh graduates. The reasons given by the
senior management of the Bank can be summarised into two
major ones. The first and probably the more important
reason is that if experienced bankers are recruited from
outside, they might not be able to adapt to the
13
corporate cultures of the BOC group which is considered
to be quite different from other foreign banks. However
if fresh graduates are recruited and even though they
cannot adapt to the ropes of the Bank, their leaving
would not cause too much disturbance since they are
still junior in the Bank's hierarchy. Another reason
given is that when the Bank started to recruit graduates
some seven years ago, the Bank's remuneration and
benefits were very much lower than those of other
competitors. Recruitment of a lot of experienced
bankers at that time would require immediate and
substantial changes in the remuneration system of L1 1C
eitlire Bank. Although the Bank has decided to bring its
remuneration package gradually in line with its major
competitors, it would not want any abrupt changes. These
have resulted in most of the senior positions being
staffed by internal promotions although some positions
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which required special technical skills were filled by
outside recruitments. This staffing policy obviously
has an important impact on the career developments of
graduates in the BOC group, which would be discussed in
more details in later sections. Our present concern is
that since most graduates joined the Bank as their first
jobs, the general issues confronted are those typical
for early career stages and might be some for midcareer
stages. We shall concentrate our discussions on these
issues for their career development.
Since ninety per cent of the graduates executives have
taken their jobs with the Bank as their first jobs, the
natural question to ask is why have they made such a
first-job choice. What expectations do they have about
their early careers? What is the image of the BOC group
which can serve as the outlet for their talents, values,
and ambitions? The answers obtained are varied. About
16
fifty percent of those interviewed said that it was not
their first choice to join the BOC group. They would
rather join some American international banks becau!c
they offered more attractive remuneration and training.
However almost all said that they believed the BOC group
can offer them 'good career prospects' because it is
such a rapidly expanding group. The meaning for good
career prospects is quite vague for some of them. Some
said that they can get quick promotions while others
thought that their employment with the BOC group would
be an important asset for China related business which
is becoming more and more important in Hong Kong. We
shall look at these in later sections.
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PROMOTIONS
From our interviews, we can summarise the followinj
promotion patterns of graduates in the sister bank under
review. When graduates first join the bank, they arE
designated as trainee officers for six months. They
would first be put in a training programme for four
months. During this period they have to atteicd
intensive courses on all fundamental aspects of banking
in Hong Kong. They will also be allowed to get some
practices in the deposit, bills and loans departments as
part of the orientation programme. After this intensive
training period, they will then be attached to a
functional department in the Head Office or in a branch.
With little exceptions, their title will be changed to
officer after six months with the bank. From then on,
the socialization stage will actually begin. The
graduates will be given opportunities to obtain in-deplh
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on-the-job training and learn the techniques that they
require for their development in the banking field. At
the same time they will learn more about the
organisation, build a picture of it and his or her
future in it. The Bank also develops a picture of these
new executives and their future. The stage will take
about eighteen to twenty four months. Most of these
graduates will then be promoted to the sub-manager rank.
They will then be given more challenging and important
job assignments. They will have the responsibilities of
junior managers, usually acting as one of several
assistant heads of a functional department or a branch.
Whereas most graduates can be promoted to the sub--
manager rank, their promotion to the rank of a branch or
department manager depends very much on their
performance and the vacancies available.
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The general expectation indicated during my interview
with the graduates is that a graduate will be promoted
to the manager rank in five years' time if his or her
performance is good enough. This speed of promotion is
considered quite fast in the banking industry in Hong
Kong. The results of my interview show that there
expectations are not unrealistic in the BOC group.
Fourteen percent of all recruited graduates since 1979
has already been promoted to this rank.
What are the reasons of such fast promotions? Three
main reasons have been given. The first reason is that
a lot of vacancies have been created by the fast
expansion of the Bank. To illustrate this, one can
imagine the opportunities that have been created by
having more than thirty new branches and departments set
up in the past five years. The second reason is that
the Bank has entered into many new lines of business
19
such as loan syndication, capital markets and credit
cards in the past several years. University graduates
are in better positions to grasp the relatively advanced
techniques of these new business lines and hence have
greater opportunities for promotion.
Finally, as mentioned above the Bank adopts a staffing
policy of inside promotion rather than outside
recruitment. It is therefore not surprised to know that
the graduates interviewed are quite satisfied with the
promotions todate. This is also comfirmed by the
statistics of only twenty eight percent turnover ratr's
of ranks sub-manager and below. This probably is one of
the mejor attractions for graduates to take up a post in
the BOC group. How would be the promotion prospects in
the future? The answer obtained is quite varied in this
regard. A few new entrants expressed their concern
about the availability of future posts as more and more
20
vacancies have been filled up. While some graduate
managers told the writer that vacancies would still be
plentiful in the future. The group's market share is
increasing. The Bank might open up more branches in the
future. However they agreed that it might take longer
period of time say six years instead of five for
graduates to get to the manager rank in the future.
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GROWTH AND DEVELOPMENT
One important set of questions that has been directed to
the graduate executives is as follows: Are there good
matches between individual talents with the Bank's needs
for talents? Are there potential for talents to be
utilized in the Bank? The answers to these questions
are both yes and no. More yes have been obtained from
the twelve executives interviewed. Very positive
answers are obtained from those executives allocated to
credit and treasury functions which have been given more
attention by the BOC group in these recent years. One
graduate who now holds a senior middle management post
with the Bank told the writer his story. He was
transferred to the newly set up centralised credit
department four years ago when the Bank's top management
decided to tighten its control over the credit function.
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This happened at a time when the Bank suffered some
losses in its property loans in the property market
slump. Before then, the branch managers did not carry
out comprehensive credit analysis for the granting of
credits. Instead they lent on names and information
obtained through contacts between the manager and his
customers. The graduate has acted as a change agent on
behalf of the reformists of the Bank that is trying to
introduce new techniques. During the years they have
experienced some form of resistance from various old
executives but they got full support from the top
management and succeeded to improve the quality of the
loan portfolio. Furthermore they got very good on-the-
job training in all aspects of credit management and
loan syndication. He is very pleased with his
contribution that he has made and the self-development
he has achieved during this process.
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Actually some seventy percent of those interviewed
replied that they have good job satisfaction. The Bank
is expanding very fast both in its traditional lines of
business and some new lines or products. They need
executives with better education to fill the jobs.
There are plenty of opportunities for them to grow with
the Bank.
However not all the graduates are satisfied with their
jobs even though the Bank might think that they have
delegated important assignments to them. One graduate
who is now a planning officer told me that he has
requested for a transfer for more than one year and
still cannot get it. He understands that his job is
very important to the Bank, but he considers himself not
experienced enough to be a planner for the entire bank.
however the Bank cannot find a better replacement
because of the lack of human resources. It is quite
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obvious that the executives interviewed are on a whole
quite satisfied with the growth and development they
have obtained with the Bank. The way they get these
growth and development appears quite different from what
one may expect to be obtainable by executive trainees of
an American or other international banks. To start with
there are no well-established and sophisticated systems
several years ago in managing the Bank's business that a
graduate might expect from his knowledge obtained in a
business management course. Therefore one cannot learn
by just following the laid down rules and practices.
It is an environment full of changes. There are not
only changes in the way they do their business, there
are also changes in the management philosophy style
organisation structure and so on Graduate executives can
act as catalysts of these changes. This is a very
challenging job for most of them. They have to work
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very hard to learn the skills of the banking industry
and at the same time try to apply them in the reality of
the Bank. It requires initiatives, analytical.
abilities, good interpersonal skills and patience as
well. During this process, the Bank has provided them
the necessary support and guidance. Some graduates
interviewed told me that some of their bosses are well
versed with the performance standards of modern
international banks. These top management people are
ready to accept reasonable proposals for improvements
and changes. Graduates are sent from time to time to
attend seminars organised in Hong Kong or overseas by
some international banks to learn how their competitors
carry on their business.
In general, the graduate executives are not too
satisfied with the present level of job rotation they
have obtained with the Bank. It is not the Bank's
26
general policy to rotate its executives regularly for
the benefits of their personal development. Rather the
Bank would rotate the executives to meet its staffing
requirements. Consequently the graduates might not get
frequent rotations in their early years with the Bank.
On the other hand, most of the graduates interviewed
admitted that there exist frequent rotations in the job
contents despite they are posted in the same department.
Discussions with a personnel officer of the Bank showed
that the Bank understands the needs of graduates to be
exposed to different jobs through rotation, especially
for those holding staff and planning functions. They
believe that the staffing and personal development needs
can be better matched in the future as more and more
reserves of human resources are being built up.
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PROBLEMS IN THE SOCIALISATION STAGE
Some graduates interviewed told me about their
frustrations when they first joined the Bank and
discovered the realities which were so different from
what they expected based on their educations. There
were no job definition, one executive interviewed
recalled the situation when he was first assigned to a
staff function in the planning and coordination
Department. Another executive told me that he was
amazed to learn that the responsibilities he succeded
from the outgoing senior manager were only book-keeping
while he was supposed to be employed as the chief
accountant.
Dr Edgar H. Schein described in some details in his book
Career Dynamics Matching Individual and
Organizational Needs the concept of reality shock.
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"it occurs in different forms in most major occupations
because no matter how carefully the work would has been
explained in school and no matter how much part-time or
apprenticeship work one has had, the reality of one's
first full commitment is shocking because for the first
time one confronts the gap between one's expectations
and dreams on the one hand and what it is really like to
work and be in an organization on the other hand".
This is one real problem for the graduate executive
trainees, most of them took up their first jobs with the
group. Furthermore they have to face the traditional
Chinese style of management and at the same time act as
the changing agent for top management who are committed
to apply modern technologies in their banks. One
graduate interveiwed who is now holding a senior middle
management post with the Bank told me that some graduate
29
executives have once been criticized as being too
theoretical. This is because they are immature and
inexperienced in dealing with people and managing
resistance to change. Things have changed a great deal.
now. What's important is to do a good job, impress
people, and try to take a long term prespective.
This view is shared by the personnel officer of the Bank
and added that it would perhaps be easier for future




Any research report on career developement would be
incomplete if there is no discussion on the pay scale.
Ii. is especially true in Hong Kong where pay level is
such an important criteria for judging one's success.
Accurate information on the pay levels is not available.
As revealed from interviews with the graduate executives
and personnel officer, it is generally felt that the
remuneration package enjoyed by the junior managers of
the BOC group might be slightly lower than their
courterparts in the international banks. The gap for
more senior managers is expected to be higher. However
the pay differential is mitigated by the faster
promotions. Furthermore the executives interviewed are
quite happy with the annual increases they now obtain,





From our study, it is fair to say that university
graduates do have good career development prospects in
the BOC group. Obviously, graduate executives are
treasured by the group which needs them to learn now
skills in order to be effective in achieving its new
goals as the organisational needs change. This has
created great opportunities for graduates in the past
several years and this situation is expected to continue
in the run up to 1997 and beyond.
The constraints on human resources of the BOC group ate
believed to have impacts on critical decisions such as
growth rate, acquisition policy etc. The conflicts
between positioning planning and people planning seemed
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to be an outstanding problem for the group's human
resource management policy because of the constraints on
human resources. It appears important for the group in
the long run to fill the position and create at the same
time a developmental opportunity for a person who may
represent an important future resource. The present
staffing policies which basically move people simply by
where the organisation needs them in the short run will
undermine both development and recruitment activities in
the long run. This question is acknowledged by the
group's top management.
To conclude this report, it is best to quote the
statement of a chief executive of one major sister bank
of the BOC group made to the South China Morning Post on
December 29, 1986. "While a few locals have mananged to
reach senior positions, most of the bank's senior
executives still come from the mainland. He said most
33
o f the university graduates who have been with the bank
for five to seven years already held managerial
positions and that it would be natural progression for
them to fill the bank's key executive positions in eighi-
to ten years' time.
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